Bad Attitude – Identify It Before You Hire It

Successful businesses are built on five core principles – They have good monitoring systems, there is a clear business strategy and plan, strong leadership skills, a motivated workforce and, to use a sporting term, good bench strength. In other words they always hire competent staff. It’s the latter principle I will concentrate on in this article.

When franchisees buy the rights to a business franchise they spend a large sum of money to own a piece of a successful pie. That initial outlay buys them a corporate brand and the immediate marketing power that has, along with substantial help from the franchisor, to get the business up and running.

Franchisors offer attractive systematic packages that ensure franchisees select the right site, build the appropriate outlet, stock correct levels of inventory, provide advertising, staff training and development. However, there is one piece that is typically missing from the puzzle and that is help with hiring hourly workers. If the new owner has had little experience in this area, hiring new staff can be a real challenge.

Turnover rates in many franchisees, especially food and beverage, is going through the roof a pattern that is a major cause of poor business performance. Sure, it is easy to blame staff turnover on availability of good people, low rates of pay or as I have heard one manager say, “It’s just the nature of the business!” These excuses are unacceptable; it’s an easy way to brush off incompetent hiring processes. 

Many job applicants are walk-ins. It is common practise for most franchisees to work in the frontline of the business – they are on the floor or out back trying to drive customer satisfaction; the last thing they want to do is deal with a person looking for work, despite the fact that they desperately need help. This is a recipe that usually leads to a “have pulse, will hire” attitude.

I like to visualise the selection process as a tree. The fruits of the tree represent the knowledge, skill and experience to do the job. Does the candidate’s past work history, education and current life style fit your role? Remember, past behaviour reflects future behaviour. 

The fruits of the tree are observable and trainable, they represent the “can” part of the role, “Can they do the job?” The application form, a structured interview and background checking will validate this information. 

It’s the roots of the tree that always cause managers problems. The roots of the tree are represented by three areas of the applicant’s innate characteristics. The first is their personality. For example, are they aggressive or accommodating? Are they self driven, lazy and irresponsible? Are they persuasive, service orientated, or emotional and lack self confidence? 
The second area is their mental ability – are they quick learners, have initiative; can handle simple computations and written instructions. Or, when you ask them to do something, do they look at you like a deer in the headlights? 

And finally attitude, this is about integrity and values. For example, will they rob you blind? Turn up to work drunk or drugged (or indeed show up at all)? Punch somebody’s lights out, or spend all day on the web?       

The roots of the tree are innate; they don’t change. There’s a lot of truth in the saying, “A leopard never changes its spots.” Most managers never measure the roots. Hiring managers tend to make gut feel calls on a candidate’s personal attributes. It’s an emotional judgement and believe me we are not mind readers. 

Just because a person is polite, tidy and looks attractive is not an indication of future job performance. Remember, when you interview job applicants you are seeing them at their very best behaviour.     
Most managers will hire on the fruits of the tree, but will always terminate, or have problems related to the roots of the tree!

Judging a persons personality, mental ability and attitudes during an interview is impossible. The only scientific way of achieving this is through a validated “job fit” assessment, or to get scientific, a psychometric profile.  

What franchisee managers need is a simple structured selection process. This can be done very easy with today’s Internet capabilities and at a very small cost. Let’s look at a typical case study.

Stage one – Design a customised web based application form that links seamlessly to the franchisee’s website. Applicants are directed to fill out this form that automatically downloads to a designated email address, or it could be filled out on site. Ensure that your career website, or the back of the application form, has a realistic job preview – many applicant leave a job within 3 months simply because they did realise, or were not told, the full requirements and benefits of the role.  
The application form will enable the hiring manage to collect all the information they want in a standardised manner without being tugged away from the business. Forget resumes or CVs. The only thing they will tell you is how good a writer an applicant is, or in most cases, someone else is!

If the candidate has the knowledge, skill and experience to do the job assessed through the application form, it’s time to checkout the roots of the tree.

Stage two – The roots are checked out quickly and inexpensively through a quick online “job fit assessment” that is benchmarked to the specific job role. Here you are assessing the “How will they do the job”. This type of assessment usually takes between 15 – 20 minutes. Some organisations link the assessment to the above application form – on completing the form, if all criteria are met; the applicant is dropped into the assessment. This way you will have gathered all the information without even meeting the applicant. About 70% of applicants can be screened out this way – they just don’t fit the job.

Stage three – Do at least two reference checks. I like to do this before the interview. A couple of simple phone calls can often screen out the turkeys before you waste valuable management time on an interview.

Stage four - Do a structured interview. Interview questions specifically link to the role are supplied with most “job fit” assessments (used in stage two). All candidates get the same questions. This is where you can validate any weaknesses seen in the “job fit” assessment, referencing checking or initial application form.

In some cases this interview may be on a telephone, but I like face to face. Some organisations will do a very brief phone interview, or face to face after the application form process (stage one) as a quick screener for simple knock outs like assessing an applicant’s oral communication - can they speak English?
In summary, for most business, hiring competent staff is a critical differentiator between competing businesses. Given this scenario, it is frightening the lack of due diligence that managers give to the hiring process. 
Having a simple structured selection system that not only measures what a person has done (an online application form), but also allows you to test what a person can do (a “job fit” assessment) will go a long way to arresting skyrocketing turnover and building a strong business.

As of today I encourage you to hire tough and manage easy!
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